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What is Project Cycle Management?

Project cycle ma nagement (PCM} s the term given o the process of PI"””i”';-l and
managing projects, programmes and organisations. It is used widely in the business sector
and is increasingly being used by development orpanisations. Development projects
sometimes fail because they are badly planned and do net take account of same
important factors, particularly the needs and views of stakeholders. PCM is based around
a project cycle, which ensures that all aspects of projects are considerad. A central value of
the PCM method is that aspects of the praject are reconsidered throughout the project
cycle to ensure that any changes which have occurred are included in the project design.

Asa I'L'.‘illl[. I.'Il'l.'liL'l.'[:-i A0S Imarc |II'\'..L|"-' [o I'l-.' !-ilIL'l.'l.'.‘-i!-JI'.lII .II'Il.l !-Cll:‘i[.'lil'l.ll'll-.'.

PCM involves a set of F'I"””i”';-f tools which feed into the |u1_5i-.' al framework (commonly
kenown as a log frame). The log frame is a table which gives a summary of the project
plans. Some donors now expect log frames o be submitted alongside project propesals,
Log Frames can seem quite complex to many people. This means that some organisations
find they are unable to access donor funding. This book explains the pracess of
completing log frames in a simple way in onder to increase the ability of organisations m
= B ’ ’ =
access such funding. However, organisations may want to start to use the log frame for all
their projects, whether they are applying for donor funding or not. This is because the
process of completing the log frame is in many ways more useful than the end produc.

Ihe process is important For project success, sustainability and organisational learning.

[hroughout the book we tlk abour using project cycle management for projecis because
this is probably the main way in which PCM will be used. However, all of the tools can
be used just as effectively for planning programmes and managing and developing

OTEAN SAtions,

What is a project?
O Organized process
O Involves - Cash, labour, technology, methodology
O Defined period of time (time of initiation and end)
O Gives unique output / result
O Has well defined development goal (impact/effect)

What is a non project work?
O Regular / routine process
O Continues (it does not come to an end)
O Also known as operational activity

Difference between programme & project
O Set of interlinked projects
O It has a larger theme
O Eg. Program for livelihood
B Cash for work

gfrefor fAcfRreT g3 W0 14
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B Food for work
B Seeds subsidy etc.

Sub project
O A project may have different sub-projects
O Each have characteristics of a project
O They can be further broken down into sub-projects

gfRreror fra R g3 W0 15
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The Project Cycle

The process of planning and managing projects can be drawn as a eycle. Each phase of
the project leads o the nest.

IDENTIFICATION  To identify what a project will focus on, we need to find out who should
henefit and what their needs are. A 'needs assessment’ will give an overview of
community problems. A “capacity assssment” will help identify which problem the
project should address.

DESIGH Oince it is decided to go ahead with the project, we can start to think abour the
detail. This invalve carrying out further research into the people affected by a problem
and how they are affected by it. We also need to consider the risks to the project and how
we will measure the project’s performance.

IMPLEMENTATION During the implementation of the project it is important to maonitor and
review the progress of the project and any outside changes thar affect it The project
plans should be adjusted where necessary.

EVALUATION Ewaluation should be camried out at or after project completion. Evaluation
could be carried out a few months or years after the project has Finished in order to ases
its long-term impact and sustainahility.

LESSOM LEARNING “While the project cycle is a usetul way of outlining the stages of a
project, it has one drawhback: it makes it look as though one toal follows anather. 1n facr,
many of the planning tools can be used at any stage of the project. They should be
repeated throughout the project’s life to ensure that any changes that might affect project
success are accounted for. Findings should also be used for arganisational learning and o
improve other projects.

" Assess

Analyse

Evaluate
Monitor

fRreror fdfRrer g3 Ho 17
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Project planning should be seen as an ongoing process, which involves learning by

refecting and acring.

AL
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TIME Ju-

[t is important to take time to stand back, think, rethink, leam from others and

from God.

The First step in the project cyele is
iclentity an issue that a project could
address. This usually involves a needs

me"ﬂl!. i

assessment which finds our what com- Shes

. h'n.u
munity needs are and whom they affect.
] L] e L L u _'_""I

Only when we know what people really _ Inq,r
: _ l1s
want can we develop an effective project.

The needs assessment is Followed by a ‘capacity Ik\__ /—P{'

assessment’ to sce what strengths the community

has which it can use to address its problems. The project should seck to strengthen any
weaknose. Some poople prefer to use ‘appreciative enquiry’ instead of necds assessment
and capacity asessment. This, in effect, stans with a capacity assessment by asking
community members to identify the msources they have and then asks them how they
want to use them in the future. The tools on the following pages can be used or adapiad
to help community members identify their vision. The project can then aim o help the
community achieve part of its vision.

Needs Assessment
We might already have a good idea of local needs. They might be quite obvious, or we
might have become aware of them during a past project. On the other hand, we might
have no idea what a communitys neads are. It is important to canry out a needs
assessment before planning development work, whether we think we know what the

needs are ar not.

gfrefor fAcfRreT I3 Ho 18
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The project should come out of what people say they want and not from assumptions
that we make.

B Somectimes [I'I [ I'Il..'l.'l'.'I:'i ATC oL iI'I'II'I'Il.‘l'.'“.][l..'I'!.' L'l'..'ilr O Canmnot I.'.l..' '..'iL‘-iil'!.' L I'IIJ l.'ﬁi[l.'ll.'l'.'l.

m By ralking to different people, we will be able to understand how problems affect
people ditferently. For example, poor access to clean water may affect women more
than men because women have to walk a long way to ferch water,

B Circumstances change:
* There may be new people in the community.
* There may be new neads.
» Old needs might have been add ressed.
» Problems might be affecting people differently.

B MNeeds assessment rivies |'.-..'n|'.u|n..' an opportunity to priomtise their needs, which leads to

4 Imorg :“iLIF[iI.iI'IiLI'Ill.' IJI.."'."I.'II.'II.'.II'I'II.'I'I[ |.'II'I.'li'..'L'[.

The time spent carrying out a needs assessment may vary according to the contact we
have had with a community in the past. In general, needs assessment is done fairly
quickly. At this stage, we are trying to gain an impression of needs and who the poject
beneficiaries might be. We are not looking for too much detail. Further research into
stak cholders and canses and effects of the problem is camried out durng the design phase
of the project cycle.

Try to talk to a variety of people, such as key community members or representatives of
community groups. Or use methods that can draw out the views of many people in a
short space of time, such as community mapping. We do not want to be mising
expectations or wasting people’s oime. Make sure that the people we talk to include
women, men, girls, boys, the eldery, people with disabilities ete.

There are many tools that enable communities to identify their needs. A few tools are
outlined below as examples of some of the options available. These twals can be adapred

I'-I.'IF [I'Il..' olp .]L'i[:'-' LT aLLY RN T I |

Asking Questions

The kind of questions we ask makes a diffzrence to the information we can gather. Asking the
wrong kind af questions will limit the information discoversd. The important thing iz to awid
closed quegtions whara paopla can answear anly yes or no. For esample, ‘1sn't the new health post
wonderful? Try to use open-ended queztions which allow the parsen replying to give mars
information. For example, ‘What do you think of the new health post?Y

Lizten carsfully, and explore people’s answars. It & vzeful 1o have some key quaestions in front of
uz, but be caraful not to miss the anzwers becauss we are praparing the naxt question. Be flexible
and be ready to ask unprapared questions if someons says something interasting. To explora
people’s answars, questions normally bagin with one of the ek “halping words': What? Whan?
Whena? Who? Why? How?

gfRreror fra R g3 %0 19
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Listening

By listening for the issues about which people have the strongest feelings, it is possible
ilentify the issues that they most want addressed and projects which they are most likely
to participate in. A team of people (development workers or village members) ask a
community or group questions to find out what people are worriad, sad, happy. feartul,
hopetul ar angry about. The questons should be open-ended. Tt is important to have a
clear idea abour what we are looking for sa we can make sense of the answers.

Interviewing

This toal helps us to gain greater
understanding, of the isues. It invalves
talking to key people in the community in
order to discuss their knowledge, experience

and L||1d-.-nc[.1|1di|1g of the ssucs. These

people might already be involved in
community development activities, they
might be people that the community turn to in times of crisis or those who are seen as
the heart of the community. Key people include health workers, traders, religious leader
village chicts, pastors and teachers. When choosing people to interview. make sure their
views and opinions are likely to represent those of others in the community. Take care
not only to interview the powerful, but also to interview those whose views are not

usually heard.

Use open-ended questions such as:

® What are the main problems you face in your area of work?

m What are the main pressures that people in the communiry face?

m What simple things could be dane to improve the situation?

Focus groups

This tool is used with a group of 10-20 people. It helps them to understand and woice
some of the problems they face and the needs they have. A focus group enables people
with different views to discuss their differences, challenge asumptions and come to a
collective understanding of the needs of the community By exploring issuss together
fram the start, communities start to own the development intervention.

Questions o stimulate discusion could include the following:

®m What are the main pressures that peaple in the community are facing?

m What simple things could be dane to improve the situation:

m If you could change one thing in this community. what would it ber Why?

gfrefor fAcfRreT I3 H0 20
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Community mapping oo WYY &
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Nl
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=
important point of the exercise is to discuss what e :\\ % ﬁﬁ" " 7 |, e
| &
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natural and |.1|1}'.~;|v:.1| resources in the area — forsis, iy b .
rivers, roads, houses, wells, Tt might show important LT |\|¢R
. . = u‘.'l | E"| II - ™
pe |.1|-.- and Orginisarions. i !

Onee the map has been drawn, encourage discussion by asking questions such as:
B How did vou decide what to include? ¥What was excluded?

What was emphasised? Which are the most important parts?

What was difficult to represent

What were the areas of -Ji:c.]gr-.x.'lnn.-n:?

What can we learn from the map abour the needs of the community?

T gain greater understanding of the issues facing different groups within the
community, the groups should work separately. A map by voung people may show very
different infarmation from thar of alder women.

Questions for discussion could include:
B What differences are there between the maps?
B Why are there differences?

B How does the information from each map help to make a more complete picure of
the community?

Onee the needs have been identified, community members should be given the

opportunity to say which neads they feel are a priority. Ask them o group their neads
into general issues such as water, health, land and food. It does not necessarily marter
howe they are grouped, but it is important that people can see how their concerns have

been included.

Onee the needs have been grouped, community members can decide which of the issus
should he given priority. Wiite all of the issues onto separate picces of paper Community
members then place them in order in a line from the most important 1o the least
important. Encourage them to discus and negotiate with cach other and o move the

PiL‘Cl..'!C l.'lF paper .]I'l.'llll1l'.'| lII1[i| [l'll..’f.' il” Ao,

Alternarively, write or draw the needs on separate paper l'.-:l.g.w. Crive each person six seods,
stones or beads o use as counters. Fach persan in twm is invited o put their counters in
the relevant |1:Lgx. .Jcmr-Jing to their prioritics. Thev should put three counters for their

first prionty, two for their second and one for their third priorin: The counters in cach
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hag are then counted and the results announced. The needs are ranked according 1o the
results.

This ool should help to identify the main issue 1o address. There may be more than one
priority issue to start with and the group will have to choose whether to take all priority

155U ab onoe or FI.'IL'I.Iﬁ o one at a time.

Capacity assessment

Communities should be encourged 1o use their own capaciies and resources to address
the problems they face. It is therefore important to carry out a capacity assessment after
necds assessment to identify sirengrhs that the community could use to address the
problems they ientified earlier. The project, if needed, should Focus an strengthening
the community’s capacities to address their problems. By doing this, we are facilitating

the community to address their problems mther than addresing their problems for them.
Capacity assessment involves six types of assets:

HUMAN These enable people to make use of their other resources. They include skills,
know ledge, ability to work and good health.

$0CIAL These are based on relationships and include organisations and groups within the
community, political structures and informal networks.

HATURAL These form the local environment and include land. tres, water, air, climate
and minerals.

PHYSICAL These are man-made, such as building, transport, water supply and sanitation

sCrvices, CNErgy sOUrocs ill1l'.‘| [l.'ll..'L'l.'lI11I11l||1iCiL[iL1I1?i.

ECONOMIC These are things that people can use to sustain their livelihoods, such as money

and savings, grain stores, livestock, tools and equipment.
SARITUAL These include faith, scripture, guidance and prayer.

Using participatory techniques, such as those used for the needs asesment, ask community
members to identify their capacities. Remember to ask a range of community members,
as different people have different perspectives.

Write the capacities onto a large picce of paper and ask communiy members to idendfy
how they could be used to address the problems identified during the needs assessment.
Then ask community members to think about which capacities should be strengthened
so that they can start to address their priority problems themselves. This is what the
project should focus on.
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Diecide whether it is realistic for our arganisation to strengthen the community’s capacity
to mect the priority nead:

Do mecting the nead fit in with our mission?
Do mecting the nead agree with our values?
Does meeting the nead fit into our strategy?
Will meeting the need be oo risky?

Do wee have -.-uuu;h ex perience?

Do wee have enough resources?

Example of a Capacity Assessment Chart

&33ET TYPE CAPACITIES

Hurman Construction skills
Etrong self-help tradition
‘Womnen make bcal handicrafts

Zocial Communiy centre
Church buiding
Local primary schoal

Natural River

Friysical Good accass to oy centra
Internet cati nearby
Waler standpipas

Economic Revolving fund
Income from trading in cily centra

Epiritual Zapvant leadership
Unity among church mambsirs
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Concept Note

Onee a nead has been identified which a project can addres, write a concept note, A
concept note outline the project idea. It does not have to contain a lot of detail and may
only be about two pages in length. The reason for writing a concept note betore a full
propasal is s that our erpanisation’s leadership or a donor can gain an idea of what we
hope ta do. They can ensure it fits with strategy, check its relevance and qualie and give
feedback hefore a lot of time, effort and resource are spent planning the project. 1Fan
organisation docs not have a process for checking projects at this stage, it should consider
setting one up. The members of staff rsponsible for appraising concept note should ask

the questons at the top of this page.

Concept notes should outline:

® background information

B why the pmject is necessary

® who will benefit from the project
B how they will benefit
|

an estimate I.'II'. I.'II.'IEI'I [|1-\.' [l.'l[.ll |'llll.|i_'LL'[ .1I1l.| [l'l-\.' TCROLINCCS I1-\.'L'l.|-\.'l.| I';.'II' l.ll.'.‘ii:.._'\_ﬂ.

Logic based tools for project planning

There are two types of logic based tools for project planning that are
used in general. These are:

1. The Logic Model (Kellogs Foundation)

2. Logical Framework Analysis (DFID)

THE LOGIC MODEL.:
Systematic and visual way to present and share your understanding of
the relationships among the resources you have to operate a
programme, the activities you plan to do and the changes or results
you hope to achieve.

The Logic model consists of the following components:
Resources / inputs

Activities

Outputs

Outcomes

Impact

ahwONPRE
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The definition of the above terms is as follows:

- Resources: human, financial, organisational (available inputs to
direct towards doing the work)
Activities: processes, tools, events, actions that are used to bring
intended changes
Outputs: direct products of activities; types, levels and targets of
services to be delivered
Outcome: specific changes in behaviour, skills, knowledge
Impact: Fundamental intended ( or unintended) change

The Logic Model acts as:

1. A Planning tool to develop programme strategies and
illustrate the programme concepts to stakeholders (inc.
fenders!)

2. A Core of a focused management plan...that helps in
identifying, prioritizing, documenting programme
aspects while Implementation

3. An Advocate for a particular programme approach,
providing learning opportunities during Evaluation

Logical Framework Analysis

A logical framework analysis consists of the three components. These
are:

1. Situation Analysis

2. Strategy Analysis

3. Project Planning Matrix (PPM)

The part situation analysis further consists of the following
components:

Stakeholders analysis

Problems analysis

Objectives analysis
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A2 — 3
Rerfa fageryor

(Situation Analysis)
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Stakeholder analysis

“Stakeholders’ are:
m people atfected by the impact of an activity

B people who can influence the impact of an activiey.
Stakehalders can be individuals, groups, a community or an institution.

Stakehalder groups are made up of people who share a common interst, such as an
NGO, church leaders and the community. However, such groups often contain many
sub-groups. Secing the community as one stakeholder group can be meaningless because
some people may have very different interests from others in the same community. It
may be necasary to divide the community into a number of sub-groups acconding o
aspects such as status, age, pender, wealth and ethnicity. These sub-groups may be
affected by the project in different ways, and some sub-groups may have a lot more

iI1HlII..'I'IL"..' an [l'll..' iI'I'I|.'liI.l.'.[ l.'ll'-ll'll..' |.'II'I.'lil..'L'[ [l'l.]l'l l.'l[|'IL' s,

[t |11ig|1: also be unwise to view the FOVETMMENt as one stakechalder group. It may be
necessary to list EOVErNMEnt Ministrics as different stakehalder groLps if they have
different, and even mnﬂic:ing. apinions about a -J-.ﬂ.'-..'|np|11-.-|1[ pmpmc.ﬂ. Ciovernment at

I1J[il.'ll'lil.|. SLIC iI.I1l'.‘| Il.'l'.'.lj |l.“'r"..'|!-5 may .]IFI.'I |'I.]‘."l.' Yoy l'.‘“ﬂ'-l.'l".'l'l[ INLErests,

Stakeholders include:
B USER GROUPS — |.1-.11|.1|-.- who use the resources or services in an area
INTEREST GROUPS — people who have an interest in, an opinion about, ar who can atfect
the use of, a resource or service
BEHEFICIARIES of the project
DECISI0N- MEKERS

m THOSE OFTEN EXCLUDED from the decision-making proces.

Stakeholders could belong to one or more of these groups. For example, someone might
he a user of a handpump {user group), and also involved in the water user association

that manages it {interest group, decision-maler).

Stakeholders are not only those who shout the loudest. These who are often excluded
from the decision-making process due to age, gender or ethnicity are those who are most
likely to lase out if they are not included in the project planning. What methods could
be used to ensure these stakeholders are involved?

Stakehalders include the winners and the losers as a result of the project. While most
stakcholders will benefit from the praject. there may be others who will be negatively
affecred by the action taken.

Stakehalders can be divided into two main ypes:

B PRIMARY STAKEHOLDERS who benefit from, or are adversely affecred by, an activity. This
term describes people whose well-heing may be dependent on a reource or service ar

arca (e a forest) that the project addresses. Usually they live in the area or very near
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the resources in question. They often have few options when Faced with change, so
they have ditficulty adapting. Primary stakeholders are usually vulnerable. They are
the reason why a project is carried out — the end users.

W SECOMDARY STAKEHOLDERS include all other people and institutions with an interest in
the resources or area heing considerad. They are the means by which project objectives

can |.'IL' IMCL, I'.1[|'I cr [|'I.II'I an -.'I'II.I in [I'I-.'I'I'I:-iL'l"."-.'!-i.

If stakehalders are not identified ar the project p|.1|1|1i|1-l_r, stage, the project is at risk of
failure. This is because the project cannot take into account the needs and aims of those
whio will came into contact with it

Example of Stake Holders Analysis

Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
Task Force | - Capacity - Can make Current Can act as Expense
Building people working Catalyst s to
- Livelihood Secured relationshi | between train
Securities Physically p with PRI Community them,
- Socio — & Mentally , SHG, & Other send
Economic |: Can Teachers stakeholder them
Developm Facilitate ,ANM & for for
ent Plan at Govt. Line Developme exposur
Community Dept. not nt e visit
level effective. Help
- Can alert Good them
people to working for
manage relation conducti
Disaster & with ng
Livelihood Communit regular
y meeting
SHG - Capacity - They can Current Can act Expense
Member Building sensitize working as s to
- Socio communit relationshi mediato train on
Economic y on p with PRI, r IGP,
Developm various Bank & between Marketi
ent issue Governme commun ng
- Know meetings nt ity & Book-
about the |- They can departmen Govern Keeping
Govt act as a t like VDO, ment & & MIS.
schemes binding BDO, Non- Line
& force Lekhpal Govern item to
Facilities between not ment budget
people & effective. Organiz the
Governme Goaod ation. expense
nt to working s of
augment relation Inte project
the with r loaning staff to
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
developm Communit for conduct
ent y members meeting
Activities at field
in the level.
project Exposur
area. e visit
to local
markets
to
underst
and
marketi
ng
perspec
tive.
Farmers - They - Can Farmer group | Project will Expense
know increase has effective give them s to
about the production | working opportunity train &
different & make relationship to improve share
crops people with local their with
varieties aware by Agriculture agricultural farmers
- Can Know using Universities & | practices on early
about methods other related and sell varietie
Governme of early Institution. their s of
nt Cropping, produced. crops &
schemes Different techniq
& varieties Support in ues at
technical of seeds. terms of field as
support - They can seeds from well as
act as a project. office
role level.
model. Expense
- Improve s on
Crop Orientat
Cycle. ion on
marketi
ng to
farmer
groups
.Capacit
Yy
Building
Seed
Distribu
tion
Exposur
e Visit
TBA’s - Get - Can give Currently Project will Expense
Support their have effective | build their s on
from service to | relationship capacity to training
project Pregnant with ANM, help them &
staff. women’s AWW, Health conduct Capacit
- Get and help Committee & safe Yy
Incentive communit | SHG delivery & Building
gfreroy fdferemT g3 %0 29
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
from y in child they will through
Communit care receive safe exposur
y - Link delivery Kkit. e visit.
- Skill Up between - Provide
Gradation Communit Project will delivery
y & help to Kit &
Governme come closer Torch.
nt Health to the
Services. community
- People & they will
depend on be able to
them for replenish
safe home the
delivery. perishable
items in the
delivery Kkit.

IEC Team - Get ideas |- Perform Currently Co- | Project will - Expense
and Awareness | operative provide s on
support program relationship Need based Training
from by their but regular awareness - Expense
project skill & interaction program s on
staff on Knowledge | with presentatio wall
different between community n between writings
issues. communiti | and community ,

es. Government. broache
Livelihood (Songs, line rs,
Securities street department poster,
increase plays, wall | needed. banners
through writings ,
project etc.) boards.
- Rapport & - Expense
steam s at
building. commu
- Knowledg nity or
e field
Developm level
ent progra
ms like
puppet
show,
songs
etc.

PRI - Get - Can give Currently PRI Project - Expense
support there working plays as a s on
from staff service to relationship link interacti
regarding communit | with between on
Village Yy community, community meeting
Developm regarding Government & PRI with
ent health, departments regarding commu

- Know education, | like health, orientation nity and
needs of irrigation, education, of PRI at
the sanitation. | was not community field as
communit |- Can play effective. regarding well as
y through role as a helps and office
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
meetings facilitator services level.
and for provided
awareness communit from PRI.
work by y Provide
project regarding helps and
staff Governme schemes to
nt community
schemes in time
and
policies.
ANM + - Get - Can give Currently Project Expense
PHC support their working staff play s on
from services to | relationship link health
project women & with AWW, between camp.
staff & children TBA’s, CBO’s community Line
CBO’s in for & PRI was not | & ANM item to
Village for Immunizat | much regarding budget
providing ion effective. their the
services - Services Services & expense
to provided needs of a s of
pregnant to community. project
women’s Pregnant Through staff to
and child women’s their conduct
care. & regular visit meeting
children’s at field
as per level.
their
needs
VDO - Get - Can provide | Currently Participate Expense
support Resources | working in meeting s on
from & Services | relation ship organized Chopal
project & to with by CBO’s Progra
staff for communit | community & other m &
Village y & village | and other Institution camps
Developm through Government at field to be
ent Governme | department level. organiz
- Know nt like PRI, ed at
about the schemes & | Bank, Provide field
needs of polices. NABARD was schemes & level.
the Village not effective. facilities to Line
through community item to
meetings in time. budget
and camp the
organized expense
in the s of
village by project
project. staff to
conduct
meeting
at field
level.
Lekhpal - Get - Can provide | Lekhpal Project Expense
support services relationship staff plays s on
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
from for Road with role to help Chopal
project Maintain community & | community Progra
staff to - Can provide | Government for their m &
know services to | department Claim. camps
about the reduce was effective. to be
current conflict Irrigation organiz
Village between facility ed at
Status communit provide to field
through y farmers for level.
maps & regarding increasing
vulnerabili Land & production.
ty Properties.
analysis. - Can provide
- Get services
support in for rights
terms of of people
Land & regarding
Irrigation Vote &
facilities claims.
Tube Well Get - Can provide | Effective Project Expense
Operator helpful to services relationship staff helpful s on
know the for with farmers to inform coordin
data Improvem | but needs regular to ation &
related entin more Operator orientati
with irrigation interaction for on
irrigated facility & with PRI. irrigation meeting
land to managem facility so with
provide ent that they farmers
water for provide & Tube
irrigation input in well
- Get public irrigation operato
co- facilities. r.
operation
AWW - Get - Can provide | Currently Project Line
Support services working staff plays item to
for for Early relationship as a link budget
Motivation Child with ANM, between the
of Education PRI, and Community expense
communit , Nutrition | Teachers & and AWW s of
y for - Can provide | Community to Provide project
Education services to | not effective. nutrition & staff to
& women & education conduct
Nutrition children facilities to meeting
- Get regarding smalll at field
helpful to Immunizat children’s level.
know data ion and Expense
related immunizati s on
with on facility meeting
Pregnant to pregnant & camp
women’s women’s. at field
record level.
Co- - Get Institution Currently Project Expense
operative Support can working staff plays s on
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
Society from staff provide to | relationship a major coordin
regarding farmers with Farmers, | role to link ation &
farmers Seeds and | Kisan mitre & | with farmer orientati
involveme fertilizer lekhpal (communit on
nt through relation need y) and meeting
- Helpful to loan at to improve. institution with
know the low rate. both crops. farmers
needs & - Regular Participate &
requireme input in monthly project
nt of a provided meeting staff.
communit to farmers with Kisan
Y. for new mitra &
crops & project
pesticide. staff
Kisan - Get self - Can helpful Currently Project Expense
Mitra recognitio to provide | need to staff can on
nin the develop co- support to Training
communit informatio | ordination kisham &
y. n to with PRI, mitra for Meeting
: communit | Farmer & coordinatio for
Informatio Yy other village n with kishan
n regarding level officers farmer. mitra.
Dissemina the Crops Meeting Expense
tion & with for
- Farmer fertilizers. farmers provide
Involveme |- Can Take Soil
nt demonstra support testing
te the new from upper kit.
crop. level staff
- Can help to for better
Farmer to solution
farm related with
Planning. agriculture
Money - Negative - Confuse Professional & | Reduce the Bankers
Lenders & — due to communit | Money monopoly meeting
Traders communit y & Oriented Involve
y disinterest ment of
awareness about NABAR
regarding program D
loans & among Meeting
right communit
y.
Ration Increase - Can provide | Currently Co- | Coordinatio Expense
Shop the Ration operative n meeting for
Owner Communit (suger, relation with with school coordin
y kirosin& PRI & staff, ation
Involveme wheat Community community, Meeting
nt etc.) to & PRI for and
- Value the proper food awaren
Increased communit distribution. ess
of y at Increase progra
commoditi village. the m.
es and community Expense
other awareness on
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
things for Advocac
eligibility of y
food
distribution.
Doctors - Get - Can provide | Currently Easy Expense
(Tradition Recognitio immediate | need access, on co-
al Hillers) n Services & | Improved & Low rate ordinati
- Provide to support | coordinative Emergency on
Stability better Relationship treatment. Meeting
- Help in health with ANM, Project .
Increasing services. PHC, TBA & staff link Expense
Income - They are PRI health with TBA & on
available committee. health Emerge
24 hours system like ncy first
in village AWW,ANM aid
for &PHC. (Bichho
services 0,Snake
,etc.)
training.
Landless - Get - Can provide | Currently Project Expense
Alternativ their working staff help s on
e active relationship them for Training
Livelihood labor with PRI, working (IGP,
- Get force. Government support Skill up
knowledg bodies, because gradatio
e about farmers not they are n etc)
Govt. effective. Trouble
schemes shooters
&
Facilities
Disable - Get link - Can be Currently Project Line
People with honored & | relationship staffs help item to
Governme get with them to budget
nt respect community provide the
schemes from the was effective benefits in expense
communit | but has to terms of s of
y. improve employmen project
- Public want relation with t and other staff to
to help PRI, Pradhan Governmen conduct
them for t facilities. meeting
Government They are at field
schemes & trouble level.
polices. shooter &
able
facilitate
between
community
Old age - Get link - Public listen | Currently Project Line
with there relationship staff help item to
Governme views with them to budget
nt - Can be community provide the
schemes honored & | was effective Governmen expense
get but has to t facilities & s of
respect improve schemes project
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
from the relation with like pension staff to
communit | PRI, Pradhan etc. conduct
y. for meeting
- Public want | Government Old age at field
to help schemes & people level.
them polices. helpful to
provide
their
experiences
& views
(Advise)
regarding
traditional
work &
ideas.
community
(Advise)
UP Agro - Get - Can be Currently Project
update provide working staff plays Expense
informatio assets for relation ship link for
n irrigation with farmers between coordin
regarding at low cost | and banks not | farmer & ation
Agricultur much UP Agro for Meeting
e system. effective. providing and
- Increase agriculture awaren
Production assets at ess
low rate of progra
Interest m.
& also at
low cost of
asset.
Migrants - Get - Can be able | Current They are Expense
knowledg to provide | working able to help s to
e knowledge | relationship in village train on
Livelihood about with PRI, developme IGP,
aspects better skill | farmers & nt as well Marketi
for their - Can be community as ng &
self providing members Socio meeting
developm new ideas | need to be economic S.
ent & improving. developme
- Get ideas techniques nt of
for & also community.
increasing current
Income demands
of market
of
metropolit
an’s cities.
Media - Get - Can able to Currently Project Line
update shared working staff item to
News views, relationship provides budget
related ideas & with Pradhan, | regular the
with informatio | PRI, and information expense
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
various n through Community & | from s of
social channels Government project project
issues & news department area staff to
from paper for not effective. Advocacy & conduct
villages. better good meeting
- Due advocacy. relationship at field
Communit develop at level.
y community Expense
participati as well as on
on & Governmen Organizi
Motivation t ng
department worksho
s & local p on
leaders. sharing
Small - Get - Can be Currently Project Expense
Children Proper direct Cooperative & | staff help s on
education Connected | influencing them in Training
- Get with BBM relation with Formation on
Proper & AWW, ANM, of groups Group
Vaccinatio VASUDEV | Teachers, like BBM, Formati
n A for their | Siksha Mitre VASUDEVA, on
- Get personal & their Task Forces Capacit
Nutrition issues respective Yy
parents. Information Building
spread Expense
between s on
community Exposur
get easy e visit.
and with in Expense
time. s on
Competi
tion at
school &
field
level.
NGO’s / - Get - Can be Currently Project Expense
CSO’s Awarded Supportive | working staff link s on
Communit at relationship other worksho
y communit | with NGO’s to p’s &
- Make easy y level. community share their meeting
& helpful effective but conceptual are
for have to ideas & organiz
Lassoing improve Co- data ed at
- Get operative & related with office
Communit strengthen Governmen level.
y Based with t schemes Line
leadership Government and polices item to
Quality department, for budget
PRI, Local developme the
leaders & nt. expense
other NGO’s s of
project
staff to
conduct
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
meeting
at field
level.

Local - Get - Can be able | Currently Lassoing & - Expense

Leaders benefit or give working help in s on
from suggestion | relationship advocacy meeting
Communit on Policy with PRI, with &

y Making at | Government Governmen worksho
Involveme communit | line t & PRI. . p with
nt & y level. departments them.
Mobilizatio |- Help & Community
n communit | not much

- Get y in terms | effective.
Honored of
between planning &
communit implement
y ation.

Post - Communit |- Can provide [ Currently Project - Expense

Offices y knowledge | working staff on
Awarenes regarding relationship provides meeting
S saving & with knowledge

- Village credit. community & regarding
Developm |- Message PRI effective. | saving &
ent delivered proper

in time communica
- Increase tion.

Communic

ation

processes.

Para vets - Get - Can be Currently Vaccination - Line
update provide working Kit item to
informatio help relationship Husbandry budget
n of regarding with farmers Kit the
Animal for Husbandry | & animal New hybrid expense
their Care , holders Cemen s of

Vaccinatio | effective. project

n & Hybrid staff to
conduct
meeting
at field
level.
Expense
son
meeting
& camp
at field
level.

Priests - Village - can be Currently Easy to - Expense
Developm honored relationship Facilitate s on
ent - People listen | with between meeting

- awareness to their community community at field

views was Advisory level.
&
Cooperative.
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Stakehold Their Their Their Their Resources to
er Name Interest Influence Relation Capacity / Involve
With Other Motivation them
Public - Informatio |- Timely Cooperative Facilitate to Line
Informatio n implement | and regular in | needy item to
n Officer dissemina ation of touch with person budget
tion Governme | pradhan, PRI, the
nt Community & expense
programs other line s of
- Information | dept project
given to staff to
communit conduct
y meeting
Regarding at field
Governme level.
nt Expense
schemes & s on
programs meeting
& camp
at field
level.
NABARD - Get help - Can be Currently Project Line
in SHG provide working staff plays item to
developm Physical & | relation ship link budget
ent Financial with SHG, PRI | between the
Support to | & Bank not SHG and expense
SHG effective. NABARD for s of
- Bank providing project
Linkages facility to staff to
SHG conduct
meeting
at field
level.
Expense
s on
meeting
& camp
at field
level.
Banks & - Village - Can be Currently Provide Expense
Insurance Developm provide working Loans & s on
ent services relationship KCC, Assets meeting
- Customer regularly with Security to & camp
Increase - Increase in community farmers at field
Good Faith | was and level.
- Security of Cooperative & | community.
Assets & Liberal.
Livelihood
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Problem Analysis
Problem analysis

Before we can start to d-..':cign the project,
we nead o analyse the pml‘.-l-..'m identified

during project identification.

Problem analysis helps primary stake-
holders to identify the causes and effects
of the problems they face. It involves
drawing a prohlem tree, fram which
project objectives can be identified. Use

the stakeholder analvsis o identify these
who should help to construct the problem
tree, making sure there is a mix of people from the

community with local knowledge, technical knowledge and s on.

Problem analvsis can be carried out with different stakeholder EIOLPS N order to see how

their perspectives vary.

To help stakehalders think through all the causes and effects, check thar they have
considered social, environmental, political, economic and technical factors. The problem
tree should help to reinforce our findings during the research phase of the planning. It

might also raise new issues that we had not previously considered.
Problem trees enable stakeholders o et to the oot of their priomty need and o

investigate the effects of the problem.

METHDD OF CONMSTRUCTING A& FROELENM TREE

Agree on the main problem, usually the one identitied during project identification.
Write it on a post-it note or piece of cand and place it in the middle of the wall or floar.
wt could be explorad.

There might be other problems identified by the communiry t
Diraw separate problem trees for these and compare them later when starting o think

abour exactly what the project will address.
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[dentify the causes of the main problem by asking "Bur why? undil we can go no further
Write each cause on a sepirate post-it note or piece of card. Some p|11l'-|-.'m.~: |11i;|1[ hawve

mare [I'I.II'I one cause, For l.'!i..1|1'||.'l|l.':

Main prohlem

Bk wwy? Buri w7
i e
Nothirg ¥a =1 Fesy jbe
r o Y
Eut wiw? Eut whw? Burl wiry?
x - L
Paar yiRkds Local lctony Immigraticn
(2|

[dentify the effects of the main problem by asking “So what?” uniil we can go no further,
Write cach effect on a separate post-it note or piece of card. Some problems might have

more than one effect. For -.'x.||11F'|-.':

Chidran miss Crap yldds
sohool CACTeEaEa
Eav mhat? 31 whafv
1 F)
Mo money o pay K manay i by
e hipal fees NEW Bapls
31 whatt =0 il

Main prohlem

Encourage discussion and ensure that participants feel able to move the post-it notes or

L'.II'Ll:“i Al I'II.I.
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NEXL.
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Copy the problem tree onto a sheet of paper. Draw in vertical links to show the
n.-|.1[in|1:c|1ip between the causes or effects. Diraw horimontal lines to show where there are

ioint causes and combined effects.

Childran sl
gang b school
Reheed Poorer |
rEomes ruiriion LEsE manay
1 | for chcdl Tess
Increased manalty
Laes Hme far | |
fanm wark Buy walar
1 | Increa=ed dEeaEa
|
Increasad cost of |
Effects water colaction Use dity’ sourees
| |
SHORTAGE
OF SAFE
Causes WATER
I | I |
Irereasedl damared Increased demarnd ot enah Opan wels EBorehdle and-
Tor farm uea ol househdd uss wells dnedup PumpEs broken
Waker-lmensve Populatian Waler kahla
raming methes pIEEIra | cawe el
Example of bus accident problem tree
Lo== of confidonon
in the Qus comoany
T EFFECTS
Financial lossos
for pas sengors
|
1
ATEONQOrE ane
hurt ar kilad Poapls arrve lato
[
Froquend bus FOCAL PROBLEM
accigdon's
[ ]
Diriw ors ars naot Bad condition of Bad cond fion of CAUSES
oancful cnough w:hlr.ln-: roads
Unigue b esd| | Hesctic 'l.l'nrldn-: Insufiic cnt Baot Poaor
dirivers o hod ar-num old rrn:mhnaru:n prios s od mia brbean_

[Poar planning | adménisiration
at the bus company
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Example of a problem tree on flood

Further Death
Problem Tree "
Dlsease
/Food insecurity /"
Lack of shelter. i
mmediate
Loss of livelihogag Social infrastructure destroyed Hunger

Crops destroyed /

X\ People dlsplaced

THomes destroyed
Possessions swept away

Deaths of family members
No access to markets

Fisheries ruine

Livestock kille

Xrransport infrastructure destroyed Food-stocks destroye

Flooding
Qi
inhabited

areas

R

Living on floodplain  Severe floods

Popn. Pressure 7" \ .
Lack of good land %’ T 1 \ Global Warming?

overty Deforestation

Lack of warning i
: - Low yields Tropical storms
No alternative employment GEe T S
ent

Disempowerm isease Poor dam operation

Objectives Analysis

An ohjectives tree is similar to a problem tree, except that it looks ar objectives rather
than problems. An objectives ree can be developed without birst identifying problems,

I'II.I[ [l'll.' caslest Wy [0 I.II."'r'-\.'ll.'ll.'l a0 l.'ll.'li-\.'l.'[i"."-\.'!-i free 15 to convert a P I'l.'ll'lll.'l'l'l LI,

1o do this, turn each of the cavses in the problem troe into pasitive statements. For

example, ‘poor yvields' would become “yields increased”. This will result in an objectives

tree. Check the logic. Will ane layer of abjectives achieve the next? Add. delete or change

objectives if necessary.

There might be some causes near the bottom of the tree thar are very general. They
cannot be wrned into objectives that could casily be addressed in a project. Instead they
act as constraints on the project that need o be considered during nsk asesment. We
might later decide to focus a project or programme on that issue by developing a

problem tree with the issue as the main problem.
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If we try to address all of the objectives we have identified, we will find we have a very
expensive and lengthy project. It is therefore necessary to focus on one or a few areas of
the objectives tree. If more than one objectives tree has been drawn, we will need to
decide which of these to focus on for the project.

ACCESS TD
SAFE WATER

IMPROVED.

| |
Dermand for farm Wastage at house-

| I
More wells Wells protected Handpumps

uz reduced hold level reduced dug and yielding repaired
Farming rmade Population Water table
more water- pressire reached
efficient CONSTRAINT

Ask the following questions:

m Which objectives should we address?

m Which combination of objectives are most likely to bring about the most positive
change?

lssues to consider are:

cost

benefits to primary stakeholders

likelihood of achieving the objectives

risks (see page 43)

whether other organisations are already addressing the problem

sustainability

environmental impact.

Look at the objectives tree and identify the branches that the project could address. For
example, for the objectives tree above, it might be decided to address the right-hand
branch {circled).

It is a good idea to come back to the objectives tree later when starting to think of
project assumptions, All the objectives that are left in the objectives tree can be viewed as

constraints which could affect project success.
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(Strategy Analysis & Project Planning Matrix)
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Strategy analysis

The strategy analysis is an important stage in project planning. In this
stage, the strategic thinking is important is done to find out the
possible ways to address the problems of the area.

Since, a strategy decides the overall impact of the project, it is always
important to decide the strategy in a holistic approach. The strategy
should try to achieve the objectives of the project that had already
been decided in the objective analysis part of the project planning.

The strategy often helps to address the objectives in a cumulative
manner. That is, it may address two or more objectives at a time and
the strategies of a project may overlap each other in achieving the
overall goal of the project.

Project planning matrix

A project planning matrix has the following structure:

Objectives Measurable Means of Important
Indicators erification Assumption
Goal Goal to super
goal
Purpose Purpose to
goal

Output Outputs to
purpose

Activities Inputs Activity to
output

Definitions:

Goal
The Goal refers to the overall problem we are wying to address. It is sometimes referred
to as the wider development objective. This might be improved incomes, improved access
to water or reduced crime.

Evample: Improved farm productivity by small farmers.
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Purpose

The Purpose is the specific change that we want the project to make to contribute to the
achievement of the goal. It is sometimes called the Immediate Project Objective.
Example: Improved farming methods and varieties of rice adopted by small farmers.

Outputs

The Outputs are what we want to see as a result of our activities, in order to fulfil the
purpose.

Example: lmproved crop varieties acceptable to users made available and distributed.

Activities
The Actvites describe the tasks we will carry out.

Example: Farmer participatory research into crop varieties.

Measurable Indicators

Indicators answer the question "How do we know when we have got there?” They are

signs which measure project performance against objectives and play an important part in
monitoring and evaluation.

Example: 75% of small farmers in the diocese have adopted new rice varieties by the end
of year 3.

Means of Verification

Evidence refers to the source of the information needed to measure performance, who
will be responsible for collecting it, and how often.

Example: Sample survey carried out by project staff at the end of year 3.

Important Assumptions

Assumptions refer to the condirions that could affect progress, success or long-term
sustainability of the project. There may be external factors which cannot be controlled or
which we choose not to control. It may be possible to reduce the project’s vulnerability to

factors which cannot be controlled. These could incude climatic chanpe, price changes
and government policies.
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GOAL This is the wider, long-term development goal. It is a desired state where a need or
problem no longer exists or is significantly improved. The project will contribute towards
this long-term impact, but will not achieve it itself. The goal could be the same for a
number of projects and for a number of organisations. The poal might be a government
objective or United Nations Millennium Development Goal.

Examples: W Improved health in children.

m Decreased incidence and impact of diarrhoeal disease.

PURPOSE “What chanpe or benefit do we want the project to achieve? Try to include both

material benefits and positive social change in the purpose statement.

There should be only one purpose. If we have more than one purpose, the project will be
difficult to manage, so we should consider having separate projects. Each should have a

separate log frame but will share the same goal.
Examples: m Increased immunisation in the project area.

B [ncreased access to, and use of, safe water in the diocese.

OUTPUTS What outputs are needed to achieve the purpose? In other words, what will the
project deliver? Cutputs are what the project team has control over. Typically there may

be three to six outputs.
Examples: W Team of healthcare workers strengthened and functioning.

B Improved sources of safe water.

ACTIVITIES How will we deliver the outputs? It is likely that there will be a long list of
activities to carry out. However, the log frame should not include too much detail. A
detailed outline of the activities should be given in a separate activity schedule (see

page G0).
The activity statements should start with an active verb.

Examples: m Recruit healthcare workers.

m Upgrade current wells and establish new wells.

[t is not necessary to set targets (quantity or quality) at this stage. This can be done when
column 2 (indicators) is filled in. Use numbering to ensure that the activities are linked

to their ourput (see example of a log frame on page 57).
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The Sphere handbook helps in Project Planning Matrix to a great
extent. We can use it to find out our goals, objectives, indicators,
means of verification and activities etc. Besides, these are
internationally accepted and based on multi donor perspective.

The Sphere handbook describes all activities as humanitarian activities
and this is based on the Humanitarian Charter of international

acceptance.
. Objectively Risks,
Narrative . Sources of .
o verifiable ) ) hypothesis,
description R information .
indicators assumptions

Impact — Charter

Effect,
or outcome, l

or objective

ﬁ.ta.n.d.a.tds_
Expected — —l b, - -

output ?

Activities ’
\Gwdance notes
Inputs
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(Activity and Time Planning Tool)
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Action planning

Once the log frame has been developed, think about the details of how the project will

take shape in terms of timing, resources, budgeting and personnel.

Like the log frame, the action plan should be viewed as a flexible document in which

changes can be made later.

Activity planning worksheet

The acrivity planning worksheet is used to help us consider:
m who will do what

m when this will happen
m what types of inputs, besides people, will be needed.
A separate sheet should be used for each output. The activities related to the output are

set out, together with the resources needed, the total cost of these and the name of the

person or people who will be responsible for that activity.

Activity schedule (known as a Gantt chart)

The activity schedule enables us to consider when our activities will happen and for how
long. This will help us to think about when would be appropriate to carry out the
ditferent activities. Timing will depend on things such as:

W seasonal weather patterns

m availability of trainers

m availability of materials.

The activity schedule helps us to look at the sequencing of activities because some
activities will depend on others being completed first.

Use the activity schedule during the project to monitor progress. Ask questions like:
m Why are these activities not happening to schedule?

m What will be the effect of this on other project acriviries?

m How can we catch up?

The activity schedule should be viewed as a flexible document and can be altered if new

clrcumstances arise,

The lines in the chart indicate the time span for each activity. Make some lines thicker if
the activity is intense, and so avoid planning too many intense actvities at the same time.
Put the initials of the member of the team who is responsible for the activity above each
line. The chart format can be altered if we want to indicate activities on a week-by-week

basis.

gfrefor fAcfRreT I3 HO 51



-a Training & Capacity Building Programme
] o o
¥HIR AT AT GRADPT — URATSTT =055 T

Activity schedule for an income-generating project.

JAM | FEE | MAR ] APR | MAY | JUN | JUL | AUG | SEP | OCT | WOV | DEC
|dentify participants | __| M
|dentify trainers . L
Do market survey _i
Conduct training R
Production begins |
Further training _j

M Manitoring
R Review

Another example of Gantt Chart:

Jun 00 | Jul 00 Aug 00 | Sep 00 | Oct 00 Nov 00 | Dec 00 | Jan Q1 Feb 01 | Mar 01 | Apr 01 May 01 | Jun 01

=90

50
NON-E L
2lron-0z

un[-z1
unf-g1
unf-9¢
PRv—70
Bry—t|
=l [ et
dag-g|
3°0-10
ol??a-1
ue[-zz
ue[-gZ
q21-50
q24-21
q24-61
q24-9¢
e IN-50
[e-Z1
e -6
e -9z
Tav—20
[y 60
1dy—a|
idy-£¢
1dy-og
ACIN—70
ARyt L
Aepy-1e
Aepy-8¢
un—-+0
unf-11
unf-g1
unf-s¢
unf-pg

Timetable for Evaluation
Award of contract

Meeting with DEC and with agencies
Meeting with DEC Agencies MZ)
Monitoring Mission (MZ)

End of Mission Meeting - Key Issues (MZ) |
Writing Monitoring Report

Monitoring report and Agency workshop
Finalisation of Monitoring Report
Ongoing Monitoring by ANSA (MZ) J D D
Final Week of Expenditure Period r
Preparation of final reports by agencies |
Preparation of Summary from DEC records J
Final Date for submission of agency reports
Checking of agency finance data.
Studying documents |
Agency Interviews
Agency Workshop in the UK L
Pear Review and Agency Workshops (MZ) -l
Fieldwork (MZ)

Pear review and agency workshop (Mz2)
Writing up

Review of draft by Peer reviewers
Writing up

Review of draft by agencies

Agency meeting

Finalisation of Report

Submission of final report

olbny-ge
S [a55—F0
Fldag—| |

=
=
Eldos—ce
50
>0
20
20
vron-s2
Shea-g1
Slrea-sz
~[Uel-10
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=
o
=

P
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Expenditure Pei

| -
O
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The Gantt Chart:
e Monitor closely what progress has been made against the
plan.
e ldentify any conflict over resources (where the same
resources will be needed at the same time).
e ldentify opportunities for speeding up the project, or
recovering from delays.

Estimating time of activities:
- Estimates are best based on previous experience in a similar

environment.
You can build up an estimate by breaking down the activity into
smaller blocks.
Breaking down activity time into “mobilisation” “implementation
time” and “demobilisation” time can also help you estimate the
likely duration.
You can calculate a probable time as:

Optimistic + 4 (Likely estimate) + Pessimistic
6

The Critical Activity & Critical Path

- The activity the completion of which is a necessary condition
for the start of some other activity is critical activity for the
later.
The Critical Path is the sequence of activities that defines how
long the project will take.
The Critical path helps in defining the shortest possible time
for the completion of complete project.
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The following chart shows how to calculate the critical activity and
critical path in a project.

y 1703102 U302 M0 (742
Activity Name 1
B (17 118 19 |20 (20 (2 [B (24 |5 |5 |7 |8 |3 [0 [ [0 (2 3 4[5 |8 |7 |8
£ Build Refugee Camp Ll T— S— 060412
A Il TR U —
ey St denty Site [
Negotiate with illagers Negetiale with wllagers ’:_

Sef ot roads Set out ieads—

& Block 1 Bui 2?!&’3!02 ol42

Sef ot tents Set outtens -
Buld latrines Build Ia{rmes_

B Block? Bi N0 O BT

B laries Bul Ia{rinesh

& Block 34 Bui ez

Build latrines Build Ialrmes — :

Move refugess 1o Black 3Meve refugees to Elleckh

0604102

The Gantt chart can also help you to identify the activities on the
critical path, and to see where other items become critical when you
speed up items on the Critical Path.

(1302 0302
25252?28293D311 2 |3 45

=l Block 1 2?!&3)1]2 I]1f|] fﬂ!

Set out tents Set out tents -
Etect Tents Ereet Tente_

Actity Name

Install Water Tank Install WaterTankh
Build [atrines Eﬂlld Iatrmes_
Mave refugees ta Block Mwe refugdes to Block _
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(Resource Planning)
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Resource planning

The Gantt Chart also helps us in planning the resources required for
the project activities. These can be plotted on the Gantt Chart which
has the activities.

The resource planning is required to be done for the following
resources:

Finance resources

Material resources

Human resources

The following diagramme can help you understand the planning of
resources for the activities:

Sl. Activities Financial Material Human

No. resources resource resource
required required required

1.

2.

3.

4,

5.

Budgets

Whether we are seeking donor funding or using funds we already have, it is important t
write a budget for the project. A budget is necessary for transparent financal manage-
ment. The donor needs to see a budget before approving the funds. Likewise, the
leadership or board committee of our organisation should see a budget before releasing
funds. They can then hold us accountable for spending the money in the way we say we

will.

This means that we must budget very carefully. If we do not consider all the things we
will need to spend money on, then we will find we are unable to carry out some of the
activities, and the project may fail. If we budget too much for some things, the donor

may question it and be unwilling to fund the project.

A detailed budget is usually for internal use only. Donors require only a summary.
However, a detailed budgert is useful for:

m GOOD FINANCIAL MANAGEMENT AND ACCOUNTABILITY It shows that we are not spending
money unnecessarily.

m MONITORING OUR ACTIVITIES We will know if we have completed each activity if the
money has been spent.

m LEARNING By keeping a record of our budget {and later, what we actually spend), we

will know what is realistic for future projects.
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We provide a template for a detailed budget below, with the boxes filled in as an example.

OUTPUT - 100 WOMEN ENGAGED IN A RANGE OF INCOME-GEMERATING ACTIVITIES BY END OF YEAR 3

Description Ouantity 1 Unit Ouantity 2 Wit Uit Total
price = Quantity 1 » Quantity 2
x Unit price
Btivity: . . , F100 per .
Training 1 Trainer 7 Days trainer day §700
- B0.20
20 Women 25 Jars Derjar 100

m A separate budget template should be completed for each ourpur.

m If the same activities are needed for more than one output, create a separate table for

those activities, noting all the relevant outputs in the output box.

m [f our project will last longer than one year, complete a separate budget for each year.
The activities may vary each year — refer to the activity planning worksheet and
activity schedule.

m Refer to the activity planning worksheet for a list of materials and personnel required
tor each activity.

B Remember to include contributions made by beneficiaries, such as labour and dme.

m Link the outputs and activities to those in the log frame using reference numbers.

m Make sure the budget includes only the costs of activities we specified in the proposal.
We should spend only what we say we will.

m [temise stationery if it costs a significant amount. For example, 30 notepads for those

carrying out surveys. General stationery can be included as administration costs in the
overall project budget.

m Remember, particularly for projects longer than a year, that costs might increase due
to inflation and other price increases (eg: fuel). To find a realistic cost it prices are
Huctuating, either find an average rate of increase over the last two to three years or
use the maximum price.
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(Participatory Monitoring & Evaluation)

gfrefor fAcfRreT g3 %0 58



-&1 Training & Capacity Building Programme
Snere India 5 g -

Why monitor

There are two main reasons for measuring our performance:

m ACCOUNTABILITY e need to show those who give us resources and those who benefit
from our work that we are using the resources wisely.

m LESSON LEARNING By measuring, analysing and reflecting on our performance, we can
learn lessons that will enable us to either change our project plans or change our
approach to other projects.

To measure performance, we need to address:

RELEVANCE Does the project address needs?
EFFICIENCY Are we using the available resources wisely?
EFFECTIVENESS Are the desired outputs being achieved?

IMPACT Has the wider goal been achieved? What changes have occurred that help
beneficiaries?

SUSTAINABILITY Will the impact be sustainable?

Monitoring ensures that activities are being undertaken in accordance
with the plans. This is an ongoing activity.
Monitoring directly influences implementation.
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Difference between Monitoring, reviewing
and evaluation

Many people think of monitoring, reviewing and evaluation as the same thing, but they
are different. The main difference is that they are carried our at different stages of the
project:

m MONITORING is done continuously to make sure the project is on track, for example,

EVETY IT10N th.

m REVIEWING is done occasionally to see whether each level of objectives leads to the next

one and whether any changes need to be made to the project plans, for example, every

six months.

m EVALUATION is usually done at the end of the project to assess its impact.

The table below looks at some other differences between the three terms.

MOMITORING

REVIEWING

EVALUATIOH

When is it done?

Continuously
—throughout life of a
project

Occasionally
—in the middle or at the
end of the project

Occasionally
—at the end or bayaond
the phase or project

What is Efficiency Effectiveness, relevance Longer-term impact and
measured? —use of inputs, and immediate impact sustainability
activitios, outputs, —achievement of —achievement of
assumptions pUrpose purpose and goal and

unplanned change

Whao is involved?

Staff within the
arganisation

Staff and people from
autside the arganisation

Peaple from outside
the organisation

What sources of
information are
used?

Internal documents

eq: monthly or quartedy
reports, work and travel
logs, minutes of
meetings

Internal and external
documents

eg: annual reports,
consuttants' reports

Internal and external
documents

e consultants” reports,
national statistics,

impact assassment
reports

Who uses the

Managers and projec

Managers, staff,

Managers, staff,

results used?

strategy and future work

results? slaff donors, beneficiaries donors, beneficiaries,
other organisations
How are the To make minor changes Chanoes in policies, Major changes in policy,

strategy and future work
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Monitoring, reviewing and evaluation each assess indicators at different levels in the

hierarchy of objectives as the log frames shown below.

MONITORING REVIEWING
ALS0D CALLED OUTPUT-TO-PURPOSE REWIEWS
Summary Indicators Evidence | A==umplios Summary I ndicabars. Evidence | Bssumplions
g E

Purpiea
Purposa

puk
LipLEs

el

Iclivities

Ftivities

EVALUATION
ALS0 CALLED PURPOSE-TO-GOAL REVIEWS

Summary Indicators Evidence | A==umplios

A

Go

Fuipea

utps

hevites

Where possible, primary stakeholders should take part in monitoring, reviewing and
evaluation. This is to ensure that they have strong ownership of the project so that
benefits are achieved and sustained.
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By using indicators to measure progress, we will know whether or not we have achieved
our objectives. However, what they will not automatcally tell us is why the objectives
have not been achieved. We will need to investigate this in order to learn lessons and be
fully accountable to those funding and those benefiting from our work. Factors might be
internal or external. Internal factors might include overlooking risks, identifying the
wrong needs or misidentifying stakeholders. Community members are likely to be key in

identifying reasons why objectives have not been fulfilled.

[t is important to remember that God’s timing might be different from what we expect,

and we may need to change our plans accordingly.

Monitoring and reviewing might show that, while the project is not on wack materially,
more people are going to church. On the other hand, it is important to be aware of
spiritual attack which might stop us achieving our project objectives or which ensure that
attitudes do not change. This might cause us to pray and refocus our plans.

Since using the log frame approach ensures that indicators are identified at the planning
stage, monitoring, reviewing and evaluation should be straightforward. The formart below
enables us to document our performance as a summary. These summaries are to full
monitoring, reviewing and evaluation reports, what log frames are to full proposals.
Donors will usually provide reporting guidelines for the full reports.

m Copy the summary and indicators from the log frame into the first two columns.

m Report against each indicator in the progress column. Add any unplanned activities
that have been carried out underneath.

m Comment against each indicator and make recommendations where appropriate.
MNote unexpected outcomes in the comments and recommendations column and the
extent to which the assumptions are being met.

m In the ratings column, place a number to show whether, at the current time, the

objectve 1s likely to be achieved or not.
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Implementation & Evaluation

During the implementation phase, there are things we must do:

m Update the stakeholder analysis to check that there are no new stakeholders who
might influence project success or who should be invited to participate. Also, the
creumstances of stakeholders identified at the beginning of the project may change.
For example, some might have been pushed further into poverty and we might want
to include them as primary beneficiaries. On the other hand, some secondary

stakeholders might change their viewpoint and become a threat to the project.
Reassess the risks to the project.
Monitor and review the progress the project is making rowards its objectives.

Feed the learning from monitoring and reviewing back into the project design.

Go back to the log frame and make adjustments or improvements where appropriate.

The indicators identified in the log frame show how we will know if change has
occurred. Monitoring, reviewing and evaluation are the terms used for the process of

measuring and analysing the indicators.

Evaluation asks whether the planned activities are achieving the
overall goal and if not, why not?
Evaluation impacts on our project through the planning and design..

Evaluate
Monitor
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(Financial Management)
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Project Budget

Donors will require a completed project budget. This is a summary of the detailed
budget. Often donors will say what categories to include in the project budget. The
template below includes all of the categories that are likely to need to be included.

To fill in each row, go back to the detailed budger tables and compile the information.
For example, look through all the budget tables for transport costs, add up the costs and
insert them into the relevant row of the project budget. Remember vehicle depreciation,

tax and insurance in transport costs, as well as fuel and maintenance.

Make sure large costs are noted separately. For example, as staff costs tend 1o be expensive,
list all the roles separately. Only budget for the time staff members will actually spend
working on the project. For example, this might be only one quarter of their time.

Ensure that the cost of soqal security and pension contributions are induded where

appropriate. Remember to include the stafl costs of those who will oversee the project,
but will not necessarily have been included in the detailed budget tables for each output

All of the costs in the detailed budpet should now have been included in the project
budget. If there are any that have not been included, there is often a row for other costs

in the budget where they can be included.

Remember to include general administration costs in the project budget, such as
telephone calls, office stationery and postage costs. Use experience from other projects to
estimate the administration costs. Some organisations charpe a percentage of project costs
tor these overheads. If it is necessary to spend a lot of money on a specific item, such as

renting a photocopier, write this separately.

Donors will usually provide an outline of what they will and will not fund. For example,
they may not provide wages for people who take time oftf work to attend the projects

workshop. They may not provide funding for certain office equipment.

Sometimes donors include a row in the project budget for contingency money to cover
unforeseen events. This might be a percentage of towl project costs. However, oy w
avoid contingency, because the need to use contingency money is more likely to be due
to poor budgeting than price fluctuatons. If something unexpected does arise, extra

money can normally be negotiated with the donor anyway.
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RUNNING COSTS YEAR 1 YEAR 2 YEAR 3

Stafffsalaries

Premises

Administration

Activity

Transport

Staff training

(Other
iplease specify)

TOTAL

CAPITAL COSTS YEAR 1 YEAR 2 YEAR 3

Vahicles
Project equipment

(Office equipment

TOTAL
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What is Logistics?

Logistics management covers all the required materials, resources and
budgetary matters that are important during project. This is widely
understood as managing the resources in a manner so that these may
be available in the following characteristics:

Right materials
Right place
Right time

Right quantity
Right quality
Right accounting

Most relief workers and development officials get only a limited view of
emergency logistics. Although logistics is often the largest and most
complex element of relief operations, it is normally seen only as a
series of local, disconnected activities. In reality, emergency (or relief)
logistics is a systems exercise, involving integrated and coordinated
performance from widely scattered groups of skilled specialists. Much
of this activity, particularly the work of the control and support staff, is
hardly visible to the outsider. There are many different types of
logistics programs, but they all have common features, and they need
a systematic and professional approach. This module gives a broad
overview of the range of logistics activities in disaster relief, how they
can best be organized, and the plans that can be made beforehand.

What is supply chain?

The supply chain is the end to end job of procurement to
transportation, ware housing, distribution, accounting and reporting.
The following are the key components of the supply chain:

Procurement
Transportation

Ware Housing
Distribution

Accounting and Reporting

Large quantities of relief food and other basic items will mainly be
needed in situations where famine or conflict has already resulted in
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massive population displacement or in areas cut-off for long periods by
conflict. There may also be a need in areas where (for a variety of
reasons) increasing numbers of people cannot afford to purchase food,
but where population movement has not yet occurred. However,
additional approaches involving market interventions, livestock
purchase, or cash distribution are now also routinely considered,
especially where a crisis has been anticipated and where operating
agencies have extensive local knowledge and contacts. Bulk
commodity transport for large populations is a major planning and
management challenge. Operations of this type are extremely
expensive and usually take several months to assemble. Highly
experienced staff is needed. Nonetheless, bulk commodity logistics for
refugees and displaced people have the potential to save more lives
than almost any other relief activity.

Supply Chain Management

Supply chain logistics in emergency situations, the purpose of which is
to "deliver the right supplies, in good condition and the quantities
requested, in the right places and at the time they are needed”. The
links in this logistics chain are not necessarily sequential or linear;
indeed, they are often carried out in parallel. However, they must not
be considered as separate activities but integrally, due to their
complex interrelationships. Although a general coordinator must keep
track of all the threads, no one could expect a single individual to
micromanage the entire process. Accordingly, someone should be
responsible for procurement, transport, storage, and distribution, as
outlined below.

Procurement

The purpose of the procurement process is to make sure that the
organizations involved in relief management have the resources
needed to meet identified needs. This in turn requires identifying the
sources of those goods and services and the way in which they will be
acquired. Transport is the means whereby supplies reach the places
where they are needed. A transport strategy must not only take into
account the means of transport but also the actual possibilities of
getting supplies from point A to B, as well as alternatives for the
prompt, safe delivery of relief assistance. Storage The purpose of
storage is to protect the emergency supplies in an organized,
Systematic fashion until they can be delivered to their ultimate
recipients. It must also take into account reserve supplies, or
stockpiles, for future or unforeseen needs.
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Distribution

The chief goal of the logistics chain in relief operations is delivering aid
to the people affected by a disaster, or at least to the organizations
entrusted with managing emergency supplies, in a way that is
proportional to existing needs, fair, and properly controlled to prevent
abuses or waste.

Putting it all Together

It is important to underscore the fact that all of the above components
are closely linked. The failure or ineffective functioning of any of the
links in the chain will affect overall performance. For instance, if the
transport of a load of supplies has been organized correctly, but upon
arrival it turns out that no provisions were made for storage, the
efficiency of the transport effort will have been to no avalil.
Alternatively, if there are enough resources to cover the needs of an
affected area, but no transport to take them where they are needed,
the success of the other efforts will be, for all practical purposes, moot,
because they were not properly synchronized with the transport
component. One missing link is all that is needed for the chain to
break.
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No project goes smoothly. Even very successful projects will have experienced problems
along the way. It is important to reflect on these and learn from them in order to improve
projects in the future. It is also important to share our learning with others, such as the
community, local authorities, donors and other agencies. The way to share learning will
vary, depending on whom it is being shared with. For example:

hold a meeting to share learning with the community
write a newspaper article to share learning with people in the local area

write a case study of the project for a newsletter to share learning with other agencies

PIE'SEI'.II.' d l.'fl':ll.'!'f.:"l.' ata CDL]]I-E[EEIL'E‘.

The following cycle represents the important stages and phases of
project cycle that are important during the project cycle management.
It is evident that during every phase and step of the project cycle,
there are reporting and documentations of the activities. Besides, there
are evaluation and monitoring activities also in the cycle.

IDEMTIFICATION

Send evaluation Send concept note to
report to donor / \ donor for CLEARANCE
EVALUATION DESIGH
Send completion \ / Send proposal to donor for

report o donor IMPLEMENTATION APPRAISAL and APPROVAL

Send monitoring and
review reports to donor

The diagram above shows how interaction with donors fits into the project cycle.
Remember that the project cycle is our responsibility and not the donor’s. The donor has

its own project cycle, which our project cycle needs to fit into.

It we are using donor funding, we need to communicate with the donor throughout the
life cycle of the project.
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Log-frame as a tool for project management

The logical framework analysis is a compilation of all things of the
project. The third component of the Logical Framework, that is Project
Planning Matrix, is an excellent tool for managing the project. It has
predefined indicators, means of verification and important assumptions
for project goal, objectives, outputs and activities. This greatly helps in
monitoring and evaluation of the project and checking whether the
project is on track.

Proposal

A proposal is a written explanation of the project plans. It enables us to put all the

information about the project into one document, including;

B the needs assessment

B the stakeholder analysis

W the research — social, technical, environmental, economic and political
B risk analysis

m more detail about the contents of the log frame.

A proposal should be written so that the organisation’s staft leadership have full details

about the project. It acts as a reference point during the project.

Donors will always require a full proposal if they like the concept note. They usually
provide guidelines to outline what information they need. Standard requirements include
identification of beneficiaries, problem analysis, objectives, risk assessment, monitoring
and evaluation and sustainabiliry. All proposals must be accompanied by a detailed
budget. Most large donors will require a log frame with the proposal. Others might

require a log frame if large sums of money are being asked for.

Oince the proposal has been sent to the donor, they will appraise it to decide whether
they are willing and able to fund the project. There might be quite a lot of interaction
with them ar this stage if they want clarification or changes. Hopetully they will decide

to approve the project.

Model structure of a project
Following may be taken as a model structure of a project:
1. Background
2. Context analysis
a. Situation analysis
b. Problem analysis
c. Problem statement
3. Objective analysis
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4. Scope & Methodology
5. Strategy analysis
6. Project Planning Matrix
a. Goal
b. Objectives
c. Activities
d. Assumptions
7. Project Duration
a. Gantt Chart (relating activity and time)
8. Resources & Budget
9. Project Team
10. Monitoring & Evaluation strategy
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